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GRIFFENHAGEN  &  ASSOCIATES 

(Established  1911) 
Consultants  in  Public  Administration  and  Finance 


Boston  8 
September  15,  19^8 


The  Honorable, 

The  Chairman  and  the  Members 

of  the 
Finance  Commission  of  the  City  of  Boston 
2k   School  Street 
Boston  8,  Massachusetts 

Dear  Sirs: 

Presented  herewith  is  our  Report  No,  2  covering 

the  Equipment  Service  of  the  Highway  Division  of  the  Public 

Works  Department. 

Faithfully  yours, 

^rmrfenhagen  &  Associates 
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SUMMARY  OF  FINDINGS 

The  equipment  service  unit  of  the  public  works  department  is 
charged  with  the  storage,  maintenance,  and  repair  of  all  vehicles  of 
the  various  divisions  of  that  department.   No  separate  appropriations 
are  made  for  the  garage  services  and  its  expenditures  are  divided  among 
the  divisions  of  the  department  in  rough  proportion  to  the  number  of 
vehicles  assigned  to  each  division.   For  administrative  purposes,  the 
equipment  service  is  placed  in  the  highway  division,  but  its  policy  is, 
in  fact,  being  determined  by  the  commissioner  of  public  works. 

The  staff  in  the  equipment  service  of  the  highway  division 
in  August  19^8  numbered  93  and  the  annual  payroll  was  $2^1,2^9.   During 
the  year  19^7,  expenditures  charged  to  appropriations  of  various  divi- 
sions of  the  department  of  public  works  were  approximately  $311,778. 

A  reasonable  and  praiseworthy  attempt  is  being  made  to  set  up 
the  public  works  garage  service  on  an  efficient  and  well  planned  basis 
and  considerable  progress  in  achieving  that  end  has  been  made.   The 
recommendations  made  here  deal  with  factors  outside  the  service  which 
are  impeding  its  progress  and  with  minor  arrangements  inside  the  service 
which  seem  capable  of  improvement .   It  is  recognized  that  reorganization 
is  still  in  progress  and  that  present  practice  cannct  be  regarded  as 
stable.   Considerable  credit  is  due  to  chose  responsible  for  the  changes 
in  policy  and  practice  made  during  the  past  two  years. 
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SUMMARY  OF  RECOMMENDATIONS 

The  recommendations  expressed  or  implied  in  Report  No.  2  on 
equipment  service  of  the  highway  division  of  the  public  works  depart- 
ment are  summarized  as  follows: 

1  Establish  the  public  works  department  garage  service 
as  a  separate  organizational  unit,  the  head  of  which 
would  report  direct  to  the  commissioner  of  public 
works.  (Section  3) 

2  Establish  the  position  of  head  clerk  to  be  responsible 

to  the  superintendent  of  garages  and  automotive  equipment 
and  to  supervise  the  clerical  staff.  (Section  3) 

3  Study  the  present  method  of  dispensing  gasoline  and  oil 
to  determine  the  number  of  distributing  points  needed  and 
the  most  effective  means  of  retaining  these  distributing 
points  under  garage  control.  (Section  5c) 

H  Extend  the  present  preventive  maintenance  program  to 
include  inspection  of  wearing  parts  at  stages  in  the 
life  of  each  vehicle.  (Section  5e) 

5  Place  the  responsibility  for  the  investigation  of  and 
report  on  all  accidents  involving  departmental  vehicles 
with  the  garage  service.  (Section  5f) 

6  Establish  a  system  of  periodic  reporting  of  vehicle 
repair  and  maintenance  costs.  (Section  5g) 

7  Establish  a  system  of  regular  reporting  on  vehicle 
serviceability.  (Section  5g) 

8  Provide  the  garage  service  with  a  utility  building  at  the 
Highland  Street  yard  to  house  storage  of  tires,  batteries, 
and  bulky  components  and  to  accomodate  the  paint  spraying 
shop  now  inconveniently  located.  (Section  6a) 

9  Establish  a  separate  accounting  system  for  equipment 
service  expenditures  by  creating  a  revolving  fund  and 
charging  to  divisions  the  actual  cost  of  work  carried 
out  or  materials  supplied.  (Section  7c) 

10  Amend  the  present  cost  accounting  system  to  show  those 

items  for  which  the  garage  bears  direct  charges  separately 
from  intangible  bookkeeping  items.  (Section  7c) 
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11  Charge  vehicle  depreciation  on  a  basis  reflecting  the 
probable  life  of  varying  types  of  vehicles.  (Section  7c) 

12  Move  garage  clerks  now  at  City  Hall  to  the  garage  central 
office.  (Section  7c) 

13  Study  the  possibility  of  establishing  a  vehicle  pool 
under  direct  garage  Control.  (Section  7c) 

14  Examine  the  desirability  of  introducing  at  a  future  date 
the  central  ownership  of  equipment  and  its  use  by  divisions 
on  a  rental  basis.  (Section  8a) 

15  Submit  written  reports  of  observed  cases  of  driver 
dereliction  to  foreman  and  to  the  division  concerned. 
(Section  8a) 
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EQUIPMENT  SERVICE 

of  the 
HIGHWAY  DIVISION 

of  the 
PUBLIC  WORKS  DEPARTMENT 


1.   Introduction 

The  care  and  maintenance  of  automotive  equipment  charged 
to  the  public  works  department  is  the  responsibility  of  the  high- 
way division.   Equipment  is  repaired  at  the  central  garage  on 
Highland  Street  in  Roxbury  and  is  serviced  and  stored  in  three 
other  fireproof  buildings,  the  largest  of  which  is  located  on  the 
Albany  Street  property  of  the  City  used  by  the  department,  and 
the  remaining  two,  representing  district  storage  facilities,  are 
in  Dorchester  and  in  Hyde  Park,   There  is,  in  addition,  covered 
storage  space  at  Mile  Road  which  is  used  by  the  equipment  service 
to  house  vehicles  not  in  present  use.   The  equipment  under  garage 
care  on  September  1,  19^8  numbered  *+20  pieces,  of  which  369  were 
self-propelled. 


.s  of  August  23,  19^-8  there  were  93  employes  on  the  pay- 
!  equipment  service,  but  since  separate  financial  pro- 


A: 
roll  of  the 

vision  is  not  made  for  garage  activity,  technically  this  staff  is 
employed  by  the  various  divisions  of  the  public  works  department 
and  the  mayor's  office. 


2,  Functions  and  Activities 

The  equipment  service  is  charged  with  the  repair  of  all 
department  vehicles  and  with  the  supervision  of  their  maintenance 
and  servicing.  The  repair  work  is  handled  principally  by  the 
garage  force,  a  minor  proportion  being  sent  to  outside  contractors. 
Drivers  are  responsible  for  refueling  and  cleaning  vehicles  and 
for  maintaining  proper  tire  inflation,  but  the  garage  personnel 
oversee  and  check  these  operations.   The  garage  force  prepares,  in 
consultation  with  the  various  divisions  as  necessary,  the  speci- 
fications for  new  vehicles  to  be  purchased  by  the  public  works 
department. 

3.  Organization 

A  general  reorganization  of  the  equipment  service  was 
decided  upon  early  in  19^7,  and  the  policies  and  procedures  of  the 
service  were  then  altered  materially.   Comparison  of  present 
service  with  that  rendered  in  past  years  is,  therefore,  difficult 
and  would  have  no  particular  significance. 

Until  the  end  of  19*+6  the  garage  did  little  more  than 
store,  service,  and  maintain  departmental  vehicles,  and  all  repairs 
of  any  considerable  size  were  executed  by  outside  contractors.  A 
change  in  policy  in  19*+6  which  made  the  equipment  service  responsi- 
ble for  repairs  and  centralized  repair  activities  at  Highland  Street 
is  reflected  in  various  changes  in  procedure  which  have  not  yet 
reached  stability. 
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Coincidental  with  the  transfer  of  repair  responsibility 
to  the  Highland  Street  Garage,  which  was  re-equipped  with  up-to- 
date  tools  and  facilities,  the  active  direction  of  the  garage  was, 
in  fact,  transferred  to  the  office  of  the  commissioner,  although 
the  formal  organization  structure  remained  unchanged.   Simultaneous- 
ly the  head  of  the  equipment  service,  whose  title  is  superintendent 
of  garages  and  automotive  maintenance,  was  given  the  assistance  of 
an  experienced  automotive  maintenance  man  whose  title  is  director 
of  garages.  Subsequently  this  position  was  carried  on  the  payroll 
of  the  mayor's  office  and  the  official  rating  of  the  present  in- 
cumbent is  assistant  secretary  to  the  mayor. 

The  superintendent  of  garages  and  automotive  maintenance 
has  a  line  deputy  with  the  rating  of  supervisor  of  motor  transport. 
The  garage  superintendent  in  charge  of  the  mechanical  repair  force, 
the  head  storekeeper,  and  the  supervisor  of  head  chauffeurs  in 
charge  of  the  chauffeur  staff  report  to  the  supervisor  of  motor 
transport.  The  clerical  staff  report  directly  and  individually  to 
the  superintendent  of  garages  and  automotive  maintenance.  At  the 
Highland  Street  Garage  are  an  accountant  and  three  clerks  and  at 
the  City  Hall  are  three  clerks  known  as  expediters.  These  latter 
employes  are  not  carried  on  the  garage  payroll  but  their  work  is, 
in  fact,'  concerned  exclusively  with  the  placing  of  garage  contracts 
and  orders  and  the  bookkeeping  necessary  in  connection  therewith. 

Since  the  garage  serves  all  public  works  divisions,  it  is 
not  appropriate  that  it  be  placed  under  the  control  of  one  of  them. 
The  arrangement  by  which  garage  policy  is  at  present  settled  in  its 
broad  aspects  by  the  commissioner  should  be  preserved  by  separating 
the  equipment  service  unit  from  the  nighway  division.   It  is  recom- 
mended that  the  superintendent  of  garages  be  directly  responsible 
to  the  commissioner  and  that  the  director  of  garages  be  outside  the 
line  of  garage  control  and  act  as  adviser  to  the  commissioner  on 
policy  and  procedure  governing  equipment  acquisition,  control, 
maintenance,  and  disposal.  The  position  of  director  of  garages, 
considered  necessary  during  the  period  of  reorganization,  should  be 
abolished  when  garage  policy  and  procedure  has  been  established. 

The  recommendations  as  to  reorganization  of  the  bookkeep- 
ing system,  made  later  in  this  report,  will  increase  the  importance 
of  that  work  and  the  post  of  head  clerk  and  bookkeeper  should  be 
created  with  the  incumbent  reporting  directly  to  the  superintendent 
of  garages  and  controlling  the  clerical  staff  of  the  service. 

The  organization  recommended  for  the  garage  activity  of 
the  public  works  department  to  replace  the  equipment  service  of 
the  highway  division  is  as  follows: 
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Commissioner  of  Public  Works   (Director  of  Garages) 

Superintendent  of  garages  and  automotive  equipment 

Supervisor  of  motor  transport 

Supervisor  of  head  chauffeurs 
Head  chauffeurs 
Chauffeurs 

Garage  superintendent 

Head  mechanics 
Mechanics 
Garagemen  and  laborers 

Storeskeeper 

Stores  staff 

Head  clerk  and  bookkeeper 
Bookkeeper  clerks 
General  clerks 
Purchasing  clerks 

k*      Staff 

The  staffing  of  the  garage  activities,  including 
the  dispatching  and  the  handling  of  vehicles  while  using  the 
garage  facilities,  appears  to  be  reasonable  and  adequate. 

The  garage  operation  is  expanding  and  the  extent 
of  the  service  it  is  rendering  is  increasing  so  that  some 
increase  in  the  work  load  per  employe  is  to  be  expected.   As 
garage  operations  become  more  established,  it  is  believed 
that  the  increased  work  load  can  be  handled  without  any 
material  increase  in  staff. 

The  following  tabulation  shows  the  organization 
and  staff  as  of  August  23,  I9I4.8.   Indentations  indicate  lines 
of  responsibility  and  authority, 
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Num* 
Position  — — 

Superintendent  of  garages 

and  automotive  equipment  1 

(Director  of  garages)  1 

Supervisor  of  motor  transport   1 

Garage  superintendent     1 

Master  mechanic      2 

Master  mechanic      1 

Mechanic       29 

Laborer         9 

Master  welder        1 

Machine  operator     1 

Foreman  Paint  Sprayer  1 

Painter         5 

Steam  roller  engineer  1 

Assistant  storeskeeper    1 
Clerk  1 

Supervisor  of 
Head  chauffeurs 
Head  chauffeur 


Rate  of  frag 
Wee kl£   Annual 


Chauffeurs 
(and 
men) 


garage - 


Clerk  bookkeeper 

Property  Clerk 

Clerk 

Clerk 

Clerk   (temporary) 

Dispatcher 

Telephone  operator 

Junior  building  custodian 

Clerk  (City  Hall  staff) 

Clerk 

Clerk  (temporary) 


1 

5 

22 

1 
1 
1 
1 
1 
1 
1 
1 
1 
1 
JL 

23 


a 


$66.9)4. 

93.97 

63  11 
59.29 
59.29 

53.55 

0.50 

.50 

53.55 
50.50 

59.29 
50.50 

54.29 

L.7.8I 
63.ll 


59.29 
53.55 


$3,500 
4,900 
3,300 

3,100 
3,100 
2,800 

2,633 
2,320 

2,b00 
2,633 

3,100 

2,633 
2,830 

2,500 
3,300 


3,100 
2,800 


Annual 
Cost 

$3,500 
4,900 
3,300 

3,100 

6,200 

2,800 

76,357 

20,880 
2,800 

2,633 

3,100 

7,899 
2,830 

2,500 
3,300 


14! 


,100 
000 


47.50      2,470     54,340 


47.81 

47.81 
45.90 

42.08 

38.25 
53.55 

51.64 
48.42 
57.60 
47 .  81 
32.60 


2,500 

2,500 

2,500 

2,500 

2,390 

2,390 

2,195 

2,195 

1,900 

1,900 

2,800 

2,800 

2,700 

2,700 

2,525 

2,525 

3,000 

3,000 

2,500 

2,500 

1,700 

.1,700 

$244,24? 


5*   Policies  and  Procedures 

a.   Staff  Management;   Staff  vacancies  are  filled  by 
the  highway  division,  although  employes  are  assigned  to  various 
City  forces.  All  garage  positions  are  governed  bj  civil  service 
regulations  and  by  the  wage  and  salary  schedules  currently  in 
effect  in  the  City*s  service .   As  competition  for  skilled  workers 
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is  keen  and  prevailing  wages  in  private  industry  in  the  Boston 
area  are  substantially  higher  than  those  which  the  garage  is 
able  to  offer,  it  is  difficult  to  attract  the  calibre  of  employe 
desired  when  vacancies  develop.   This  difficulty  is  recognized 
and  a  real  attempt  is  made  to  surmount  it  by  the  provision  of 
pleasant  working  conditions  and  considerate  treatment.   The  main 
repair  shop  is  light  and  pleasant  to  work  in  and  the  rest  and 
toilet  rooms  are  well  fitted  and  clean  and  showers  are  provided. 
Ordinary  working  hours  are  eight  a  day,  Monday  through  Friday, 
with  overtime  pay  at  time  and  a  half.   In  fact,  there  is  little 
Overtime  work  except  during  snow  clearing  emergencies  in  the 
winter.  Workers  tend  to  stay  in  the  garage  service  and  labor 
turnover  is  very  small.  So,  too,  are  chances  of  promotion. 

b.  Storeskeeping:  When  it  was  decided  to  set  up 
comprehensive  tool  and  parts  stock  records,  sample  forms  were 
obtained  from  the  Ford  Motor  Company,  General  Motors,  and  Mack 
Trucks,  Inc.,  and  were  used  as  the  basis  for  the  design  of  a 
form  now  being  put  into  operation  at  the  garage.   Inventories 
are  being  taken  and  posted  as  quickly  as  the  limitations  im- 
posed by  staff  permit.   It  is  intended  that  these  cards  will 
be  prepared  and  maintained  for  all  articles  purchased,  whether 
or  not  they  are  carried  in  stock.  Furthermore,  a  periodic  re- 
view of  these  cards  is  intended  to  show  those  articles  which 
should  be  carried  in  stock  by  virtue  of  a  significant  number 

of  purchases  throughout  the  year.  Minimum  and  maximum  balances 
for  all  stocked  articles  are  to  be  determined  and  posted  and 
these  balances  also  will  be  subject  to  review  and  revision.   In 
view  of  this  transition  of  records,  no  accurate  figure  was 
available  but  it  was  estimated  that  between  two  and  three 
thousand  items  were  carried  in  stock.  The  tool  and  parts  crib 
is  somewhat  cluttered  due  to  lack  of  space.   This  space  is 
further  limited  because  battery  storage  and  charging  and  tire 
storage  and  repairing  are  housed  in  this  crib. 

c.  Gasoline  and  Oil  Dispensing:  At  present, 
gasoline  and  oil  are  dispensed  at  ten  stations,  only  three  of 
which  are  under  direct  garage  supervision.   Total  storage 
capacity  for  gasoline  is  about  10,000  gallons.   There  is  no 
reason  to  suspect  pilfering  or  unwise  dispensing  of  gasoline 
and  oil,  but  it  is  felt  that  the  operation  should  be  kept 
more  directly  under  the  control  of  garage  staff.   It  is  recom- 
mended that  a  study  be  made  to  determine  whether  so  many  ser- 
vicing stations  are  necessary  and  how  to  provide  garage 
supervision  at  each  station,  at  least  during  those  hours  when 
vehicles  are  most  frequently  serviced. 

^"   Repairs:   It  is  the  policy  of  the  public  works 
department  to  handle  in  the  department's  own  garage  with  its 
own  employes  the  bulk  of  repairs  to  department  vehicles.   Re- 
pairs to  certain  components  are  placed  with  private  firms 
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through  the  issue  of  service  orders.   An  examination  of  the 
file  shows  that  from  January  1  to  August  23,  19^-8  the  service 
orders  issued  for  various  types  of  repairs  numbered; 

Spring  repairs  ,   ......  ,  .  .115 

Starter  motor  repairs ,  ,   .  .  22 
Battery  repairs.  .......  .   .  .  .  lk 

Radiator  repairs..   .  ...  ..-15 

Generator  and  magneto  repairs  23 
Carburetor  repairs..   .       10 
Fuel  Pump  repairs....     ...   6 

Replacement  of  glass  .'.  .  ,   .  ,  .  47 

The  character  of  repair  work  assigned  to  outside  forces  reflects 
the  lack  of  specialized  skill  in  the  garage  staff,  but  since 
much  of  this  repair  work  needs  specialized  equipment  and  can  be 
done  at  lower  cost  and  more  effectively  by  specialist  firms 
than  by  general  garage  labor,  a  policy  decision  was  made  to 
place  this  type  of  work  outside  and  retain  the  garage  strength 
for  general  repairs.  No  attempt  is  made  in  the  garage  to  re- 
build power  units  or  to  do  the  finer  class  of  body-work  repair 
or  painting  on  private  car  types. 

The  City  Hall  clerk1 s  records  show  that  the  cost  of 
executing  service  orders  for  repairs  to  vehicles  of  the  public 
works  department  from  January  1,  1945  to  July  J>\9    1947  w&s: 

lj.45  Total  orders.  .....  .,$77,000 

1946   "    " 46>ooo 

1947  Seven  months  only    l6,000 

No  separate  figures  were  kept  after  July  1947 • 

These  figures  show  the  influence  not  only  of  the 
change  in  garage  policy  in  repair  procedure,  but  also  of  the 
replacement  of  a  major  part  of  the  fleet  with  new  vehicles. 

Certain  unit  assemblies  are  kept  on  hand.   These  in- 
clude a  motor  for  Elgin  sweepers,  a  Ford  motor,  transmissions, 
generators,  and  fuel  pumps.   Battery;  charging  is  handled  at 
Highland  Street,  but  battery  repairs  are  made  by  outside  forces. 


ease 


e*   Preventive  Maintenance:   The  director  of  garages  has 
supervised  the  "installation  of  a  partial  program  of  preventive 
maintenance  of  departmental  vehicles.   Further  expansion  of 
this  program  is  planned,  but  has  not  been  yet  established. 
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Each  assigned  vehicle  is  brought  to  the  garage  once 
a  month  for  greasing  by  garage  fbrces.  At  this  time,  the 
battery  is  examined  and  refilled,  if  needed,  and  other  necessary 
adjustments  are  made.   In  addition,  the  fleet  of  each  division 
is  inspected  once  a  month  by  the  director  of  garages  and  the 
supervisor  of  head  chauffeurs.  At  this  examination,  attention 
is  paid  to  the  cleanliness  of  the  vehicle  and  to  the  condition 
of  fenders  and  body  finish.  A  mechanic  makes  a  quick  examina- 
tion in  order  to  detect  the  need  for  adjustments  to  clutch, 
steering  gear,  fan  belts,  and  other  readily  accessible  wearing 
parts.   Defects  and  faults  in  driver  maintenance  are  noted  and 
brought  to  the  attention  of  the  driver  and  his  foreman.   If 
necessary,  instructions  are  given  that  the  vehicle  is  to  be 
brought  to  the  garage  for  faults  to  be  remedied  or  repairs  made. 

In  the  expansion  of  the  preventive  maintenance  pro- 
gram that  has  been  established,  it  is  recommended  that  further 
inspections,  adjustments,  and  replacements  of  wearing  parts  be 
made  at  fixed  stages  in  the  life  of  the  vehicle  such  as  5,-000, 
10,000,  and  20,000  miles.   These  should  include  such  repairs 
and  replacements  as  new  rings,  bearing  inserts,  carburetors, 
and  fuel  pumps.   The  regular  inspection  of  the  vehicles  of  the 
department  by  divisions  should  furnish  data  to  determine  at 
what  stage  In  the  life  of  particular  types  of  vehicles  this 
repair  and  replacement  operation  should  take  place* 

The  vehicle  operator  is  not  assigned  to  the  garage 
but  is  on  the  payroll  and  under  the  supervision  of  the  division 
to  which  the  vehicle  is  assigned.   Garage  control  over  driver 
care  of  vehicles  is  maintained  by  the  periodic  inspections. 
If  any  chauffeur  fails  to  bring  a  vehicle  to  the  garage  for 
greasing  and  inspection,  the  foreman  in  charge  is  notified.   If 
this  fails  to  produce  the  vehicle,  garage  authorities  have  power 
to  direct  that  it  be  kept  off  the  road  until  it  has  been  examined 
Garage  check  of  vehicle  performance,  gas  consumption  and  accident 
record  is  maintained  and  where  faults  in  driver  technique  are 
apparent,  a  head  chauffeur  interviews  the  driver  .and  gives  him 
Instruction  on  proper  care  of  the  equipment.  Failure  to  respond 
leads  to  a  report  to  the  foreman  in  charge  and  to  the  division 
engineer  if  necessary. 

New  drivers  are  given  tests  by  the  supervisor  of 
head  chauffeurs  to  determine  their  suitability  and  head  chauf- 
feurs are  stationed  at  storage  garages  to  maintain  garage 
supervision  over  vehicle  cleaning  and  servicing. 

The  program  of  preventive  maintenance  has  been 
actively  sponsored  by  the  present  commissioner  of  public  works. 
The  results  of  the  program  are  evident  in  the  excellent  condi- 
tion of  the  present  fleet  of  automotive  equipment  which,  with 
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f.ew  exceptions,  is  made  Up  of  vehicles  less  than  three  years 
old.   The  department  has  standardized  on  a  pleasing  gray  color 
for  its  trucks  except  those  unite  specifically  purchased  for 
snow  removal.   Every  attempt  is  made  to  preserve  a  pleasing 
outward  appearance  as  well  as  mechanical  effeciency  and  prompt 
attention  is  given  to  dented  fenders,  damaged  radiator  grills, 
loose  door  hinges  and  items  of  other  than  major  importance. 
The  cleanliness  of  vehicles  is  also  maintained  and  operators 
are  encouraged  to  take  proper  pride  in  the  appearance  of  their 
vehicles. 

*"•   Accident  Reporting  Procedure:   Present  practice 
is  for  the  driver" of  a  public  works  department  vehicle  to 
report  accidents  directly  to  his  division.   The  report  form 
used  calls  for  a  complete  description  of  the  accident  and  of 
the  vehicles  involved.   Garage  responsibility  is  merely  to 
complete  that  part  of  the  form  detailing  damage  to  the  vehicles. 
The  onus  of  investigating  the  accident  and  taking  disciplinary 
or  legal  action  when  appropriate  lies  with  the  division  to 
which  the  vehicle  is  assigned.  No  complete  record  of  the  cost 
of  repairs  caused  by  accidents  is  maintained,  but  in  the  cost 
sheet  for  each  vehicle  there  is  a  column  showing  the  costs 
caused  by  accidents.   The  City  does  not  carry  any  form  of 
accident  insurance  on  vehicles  or  their  drivers. 

It  is  recommended  that  the  5.nvestigation  of  all 
accidents  to  departmental  vehicles  be  made  the  responsibility 
of  the  garage  service.   Reports  of  such  investigation  should 
be  forwarded  to  the  division  to  which  the  vehicle  is  assigned 
and  to  the  commissioner.   The  advantage  of  this  procedure  is 
that  it  would  ensure  uniformity  in  reporting  and  produce  de- 
pendable figures  of  accident  causes  and  costs. 

S*   Reports:   Because  the  commissioner  takes  a  keen 
personal  interest  in  the  reorganization  of  the  equipment  ser- 
vice and  devotes  considerable  time  to  visits  to  the  garage 
and  to  personal  investigation  of  its  procedures,  no  need  has 
been  felt  as  yet  to  establish  a  system  of  reports  which  will 
bring  to  the  attention  of  higher  echelons  the  requirements  and 
achievements  of  the  service.   There  is  no  formal  system  of 
reporting  garage  results  in  being  at  present,  but  provision 
should  be  made  for  such  a  system. 

Cost  accounting  will  provide  statistics  for  formula- 
ting equipment  policy,  and  the  facts  brought  out  by  that 
accounting  should  be  assembled  in  monthly  and  yearly  reports 
for  the  information  of  the  commissioner  and  of  the  division 
engineers . 

Serviceability  reports  should  be  of  value,  not  only 
to  the  division  to  which  vehicles  are  assigned,  but  also  to 
the  garage  staff  itself  in  planning  future  operations. 
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Reports  should  be  submitted  dally  by  the  head  chauffeurs  at 
each  storage  garage  showing  which  vehicles  are  not  available 
for  duty  at  assigned  times.   They  should  also  include  details 
of  any  vehicle  which  has  to  be  brought  back  to  the  garage 
for  mechanical  attention  during  its  assigned  duties.  Reports 
on  vehicles  under  repair,  estimating  the  probable  length  of 
disability,  should  also  be  prepared  and  submitted  to  division 
engineers. 

At  present  the  only  reports  of1  vehicle  disability 
reach  the  division  through  its  own  foremen  and  are  sometimes 
furnished  as  the  excuse  for  failure  properly  to  execute  an 
assigned  duty.   These  reports  do  not  always  reach  the  garage 
and  it  was  stated  that  investigation  of  some  reports  had  shown 
that  the  condition  of  the  vehicle  was  not  at  fault,  and  that 
the  reporting  employe  had  used  it  to  cloak  his  own  dereliction. 
So  long  as  a  formal  method  of  reporting  disability  is  lacking, 
there  is  apt  to  be  this  loophole  for  blaming  garage  service 
for  delays  due  to  other  causes. 

h.   Vehicle  Purchases;   Public  works  department 
vehicle  purchases  have  been  financed  during  the  last  three 
years  from  a  City  of  Boston  departmental  equipment  loan  autho- 
rized in  April  19^6.   The  loan  is  repayable  in  five  equal 
annual  installments  commencing  one  year  after  issue.   An  issue 
of  $5P00,000  was  made  in  I9I4.6  and  of  $1,000,000  in  I9I4.7.   The 
proceeds  of  this  loan  are  not  used  only  in  the  purchase  of 
vehicles,   but  are  available  for  the  purchase  of  other  types  of 
equipment.   The  public  works  department  was  allotted  $330*000 
in  I9I4.6  and  $607",  813  in  I9I4.7.   Total  expenditure  for  vehicle 
purchase  from  the  date  of  issue  of  the  loan  to  August  1,  I9I4-8 
by  the  public  works  department  was  $538*880. 

This  method  of  financing  vehicle  replacement  is  not 
the  most  satisfactory  from  an  accounting  point  of  view  since 
the  cost  of  depreciation  is  not  reflected  in  the  yearly  accounts 
Since  repayment  is  made  over  only  a  five-year  period,  however, 
the  cost  of  the  vehicle  is,  in  fact,  paid  during  its  useful 
term  of  life,  and  the  complications  resulting  from  the  opera- 
tion of  vehicle  replacement  funds,  subject  to  diversion  to 
other  purposes,  are  avoided. 

In  purchasing  new  vehicles,  the  equipment  service 
prepares  the  specification  for  the  engine  and  chassis.   When 
a  special  type  of  body  is  desired,  the  specification  is  prepared 
in  consultation  with  the  division  concerned.   This  specifica- 
tion is  generally  wide  enough  to  invite  competition  from  several 
makes  of  vehicle.   Most  of  the  purchases  in  the  last  three 
years,  however,  have  been  the  vehicles  of  one  manufacturer  and^ 
of  the  present  fleet,  two -thirds  are  of  the  same  make,  securing 
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economy  in  stocking  parts  and  simplifying  repair  procedure. 
With  the  beginning  of  the  program  of  fleet  replacement  in  19M>* 
a  policy  decision  was  made  to  standardize  on  light  equipment 
for  the  majority  of  vehicles.   Exceptions  to  the  policy  are 
specialized  vehicles  for  snow  clearing  and  removal,  street 
fiushers  and  cleaners,  but  the  great  majority  of  trucks  are 
now  of  two-*ton  capacity  or  less. 

6.   Plant  and  Equipment 

a#   Buildings;   The  headquarters  of  the  equipment 
service  are  the  repair  shop  at  280  Highland  Street,  Roxbury, 
This  is  a  brick,  single-story,  building  with  a  floor  space  of 
8,500  square  feet,   Here  are  installed  the  machine  tools  and 
repair  facilities  of  the  equipment  service,  the  parts,  tire, 
battery  and  tool  storage,  and  the  offices  of  the  superintendent, 
the  director,  the  accountant,  and  the  clerks.   During  the  summer 
months,  this  building  is  used  for  repair  work  and  for  the 
storage  of  some  garage  vehicles.   In  the  winter,  a  shortage 
of  covered  storage  space  has  made  it  necessary  to  store  other 
vehicles  here,  but  this  is  avoided  whenever  possible. 

The  garage  building  on  Albany  Street  is  a  two -story 
structure,  the  upper  floor  reached  by  a  ramp  from  the  side  of 
the  building  and  also  by  elevator.   The  floor  space  of  22,000 
square  feet  is  used  entirely  for  the  storage  of  vehicles.  There 
is  a  small  dispatcher's  office  and  a  telephone  switchboard 
with  branch  exchange  facilities  to  all  garage  offices.   It  is 
planned  to  move  the  gasoline  pump  from  its  present  position 
in  front  of  the  building  to  the  adjoining  yard  to  prevent  con- 
gestion in  the  street  and  facilitate  orderly  refueling  of 
vehicles.   Adjoining  the  Albany  Street  building  are  the  yard 
and  buildings  of  the  sanitary  division.   Arrangements  are  now 
being  made  to  use  one  of  these  buildings  for  the  storage  of 
sanitary  service  vehicles.   This  will  relieve  pressure  on 
present  storage  space  and  will  keep  the  vehicles  still  conveni- 
ently near  for  supervision  by  garage  persoianel.   Storage  facili- 
ties for  15  vehicles  are  now  under  construction  in  the  water 
division  yard  of  the  Albany  Street  property  of  the  department. 

The  garage  at  Hancock  Street  is  a  heated  brick  build- 
ing offering  storage  facilities  on  one  floor  of  8,700  square 
feet  area.   Facilities  for  refueling  and  oiling  are  provided 
and  are  under  garage  supervision. 

The  Hyde  Park  garage  is  a  single -story  building  with 
a  floor  area  of  7>000  square  feet.   This  building  is  under  the 
supervision  of  a  foreman  in  the  paving  service  who  superintends 
the  supply  of  oil  and  gas  to  vehicles. 
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There  are  large  yards  adjoining  both  the  Highland 
Street  and  Albany  Street  garages  where  vehicles  may  be  stored 
in  the  open.   At  present,  the  Albany  Street  yard  is  used  as  a 
depot  for  vehicles  awaiting  collection  by  those  dealers  who 
have  taken  them  in  part  payment  when  supplying  new  vehicles. 
In  the  Highland  Street  yard  are  stored  vehicles  now  obsolete 
which  are  to  be  sold  by  auction.   A  yard  next  to  the  Hyde  Park 
Garage  is  available  for  storage,  if  necessary. 

At  Mile  Road,  there  is  an  unheated  building  where  the 
garage  stores  vehicles  not  in  present  use.   No  caretaker  is 
provided  and  the  building  is  locked  in  the  absence  of  garage 
employes.   Also,  at  Mile  Road  is  the  garage  service  spray  paint- 
ing shop. 

The  Highland  Street  Garage  is  not  large  enough  to 
provide  adequate  storage  space  for  bulky  articles  such  as  tires 
and  batteries.   There  is  room  in  the  adjoining  yard  for  the 
erection  of  a  suitable  building  to  house  this  operaticn^and 
garage  staff  has  been  asking  for  its  provision.   It  is  recom- 
mended that  an  additional  building  be  provided  for  this  purpose 
and  also  to  house  the  paint  spraying  shop  at  present  located 
at  Mile  Road. 

b.   Tools  and  Equipment;   At  the  end  of  19^6,  when 
it  was  decided  to  do  the  major  part  of  repairs  with  garage 
forces,  bids  were  invited  for  the  supply  of  a  variety  of  tools 
and  equipment.   The  resulting  contract  ifeas  for  $10, 547*  an(^ 
the  purchases  included: 

Front  end  servicer  and  axle  press 

Dy-namic  balancer 

Wheel  spinner 

Hoist  for  trucks 

Lift  for  cars 

Lubrication  outfit 

Brake  re -lining  and  adjusting  outfit 

Pender  hammer 

EleGtric  welder 

Gas  welding  and  cutting  outfit 

Air  compressor 

Electric  hoist  and  ceiling  trolley 

Valve  grinder 

Parts  cleaning:  outfit 

Floor  crane 

ij.0-ton  press 

Drill  press 

Allen  test  machine 

Allen  syncograph 

Allen  electric  servicer  for  testing 

starters,  generators,  magnetos,  etc. 
Battery  charger 
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This  equipment  has  now  been  installed  at  the  Highland 
Street  building  and  provides  the  backbone  for  the  garage  repair 
service.   The  building  is  also  equipped  with  warning  devices 
to  guard  against  the  presence  of  excess  carbon  monoxide  and 
with  ozone  machines  to  correct  that  condition. 

The  installation  of  this  equipment  has  given  the 
public  works  department  up-to-date  and  fully  equipiDed  facili- 
ties for  the  handling  of  general  repair  of  vehicles.   The 
garage  is  both  equipped  and  staffed  to  handle  a  more  complete 
preventive  maintenance  program. 

7 •  Expenditures 

a*   Bookkeeping  Practice;    Garage  service  expenditures 
are  controlled  by  Budgetary  accounts  maintained  in  the  offices 
of  the  various  divisions  of  the  public  works  department.   No 
central  budgetary  accounts  are  maintained  for  the  service  as  a 
whole",  and  purchase  and  service  orders  have  to  be  allocated 
to  division  accounts  before  they  are  authorized.   Where  parts 
or  services  are  required  for  a  specific  vehicle,  the  charge 
is  usually  made  against  the  funds  of  the  division  to  which  that 
vehicle  is  assigned.   Where  purchases  are  for  stock,  or  supplies, 
such  as  gasoline,  oil,  and  grease,  the  charge  is  made  against 
the  funds  of  any  division  willing  to  accept  it.   In  general, 
the  garage  is  able  to  use  the  funds  available  in  the  B-li|, 
automotive  repairs,  C-15# tires  and  tubes,  D-il,  gas,  oil  and 
grease,  and  E-1J,  automotive  parts,  accounts  of  all  public 
works  department  divisions,  and  the  decision  as  to  which 
account  is  to  be  encumbered  is  made  by  the  garage  clerical 
force  at  City  Hall  in  consultation  with  the  auditing  depart- 
ment.  Garage  payroll  expenditures  are  met  by  the  paving  service 
of  the  highway  division  and  proportions  are  then  charged  back 
to  the  sanitary  and  street  cleaning  services  and  to  the  water 
division.   The  three  clerks  at  City  Hall  are  on  the  payrolls 
of  the  bridge  and  ferry,  the  water,  and  the  highway  divisions, 
respectively. 

Expenditures  for  19^5*  3-944  and  19^4-7  on  wages 
and  salaries  and  the  four  budgetary  headings  mentioned  above 
are  shown  below.   This  is  not  a  complete  record  of  garage 
service  exoenditures  since  it  does  not  include  the  cost  of 
lighting,  heating,  cleaning,  stationery,  laundry,  or  telephone. 
Neither  does  it  include  the  cost  of  spark  plugs  and  of  anti- 
freeze liquid  since  these  are  classed  as  supplies  and  charged 
to  funds  used  for  general  supply  purchases.   Salaries  shown  are 
only  for  those  employes  on  the  garage  payroll  and  exclude  the 
director  of  garages  and  the  clerks  at  City  Hall. 
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Division  lgtjj  1946  194-7 

B-llj.  -  Vehicle  Repairs 

Sanitary  $38,516.29  $17,638.11  $10,61+6.75 

Highway  l8,10k  89  ll,6o8.3S  5,706.90 

Water  12,256   5}  10,543,84  2,939.86 

Sewer  5,964.96  4,825,12  2,283.56 

Bridge   and  Ferry  2,555-57  l,545-35  717 ; 18 

Total  977A78. 94  $45,958.77  $22,29i|.25 

C-15   -   Tires,   Tubes,   Etc. 

sanitary  $  8,533. 39  $12,938.09  $10,301.33 

Highway  2,200.46  3,260.50  3, 839. .81 

Water  3,982.88  2,261.24  2,209.17 

Sewer  911.05  1,099.87  828*10 

Bridge  and  Ferry  __J.8Ji.5ii   284.115  111. 52 

Total  $16,012.33  $19,843.83  $17,289.93 

D-ll  -  Gas,  Oil  &  Grease 

Sanitary  $19*980.33  $22,889.50  $21,897.39 

Highway  13,278.68  10,646.98  11,861.85 

Water  8,485.85  7,505.20  15*531.39 

Sewer  2,479-11  4*287.98  3,206.l8 

Bridge  and  Ferry  1,095.14  1,200.78  t1,249..,44 

Total  $45,319.11  $46,530-44  $53,74^.25 

E-13  -  Auto  Parts,  Etc. 

■  ■  — 1  1  »  :-— ^-— ;— .   —  —  — _ — ■_■_■__—_ M  1  <— ^— — — <— i 

Sanitary  $  7,165,88  $  7,007.46  $15,316.88 

Highway  L,065<l4  4,583.86  7,028.76 

Water  1,085.69  1,490.92  2,934.21 

Sewer  463. 60  762. Ll  l,Slij..07 

Bridge  and  Ferry  70. 50  312.90  425 -73 

Total  $12,850.61  $14,157.55  $27,219.65 


Personal  Services 

Sanitary  $34,584,60  $40,930.42  $  46,777.92 

Highway  93,488.62  98,992.50  122,887-76 

Water  6,098.79  14,184.32  21,562.67 

Not  Allocated       8,907.46  9,485-76  __  _„__ 

Total  $ll£,079.V7  $163,593.00  $191,228.35 
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Division  1945  i2l£  Ml 

Tot als  for  Above  Items 

Sanitary  $108,781.19  $101,1+03.58  $104,940. 27 

Highway  131,137.75  129,092.19  151,325.08 

Water  32,909.74  35,9«5.52  fo, 177-30 

Sewer  9,818.72  10,975.38  7,831.91 

Bridge  and  Ferry  3,885.56  3,lfil.l6  2,503.87 

Not  Allocated  8,907.46  9,485.76 


Total     $294,440.46  $290,083.59   $311,778.1l3 


Fote:   The  above  figures  do  not  include  garage  expen- 
ditures on  snow  clearance  account  which  is  covered  by 
a  snow  clearing  appropriation  and  is  not  charged  to 
separate  divisions  of  the  public  works  department. 

•  '    The  clerks  at  City  Hall  dealing  with  garage  purchase 
and  service  orders  are  in  fact  expediters.   Since  garage  pur- 
chases are  distributed  among  the  various  divisions,  it  is  the 
duty  of  this  staff  to  determine  which  division  should  carry 
a  contemplated  cost,  to  arrange  with  that  division  for  the 
charge?,  to  clear  the  account  with  the  auditor,  and  to  secure 
prompt  action  from  the  supply  department.   After  the  order  has 
been  filled  and  the  bill  received,  the  City  Hall  clerks  are 
charged  with  expediting  payment.   This  section  seems  to  be 
run  efficiently,  and  the  clerk  in  charge  is  able  to  furnish 
figures  of  garage  expenditure  not  obtainable  elsewhere. 


b.   Cost  Ac o ount ing ;   At  the  Highland  Street  Garage 
the  necessary  forms,    time*  cards,  requisition  slips,  et  cetera, 
are  in  use  to  give  accurate  figures  for  cost  accounting  pur- 
poses.  The  system  now  being  followed  was  in  use  from  1934 
to  19^1  hut  was  then  discontinued  until  January  1948  when  it 
was  resumed.   It  purports  to  give  cost  of  each  vehicle  of; 

1.  Labor  -  Actual  time  expended  on  repairs,  et  cetera. 

2.  Overhead  -  Includes  indirect  labor,  fuel  oil, 
Dull  cling  repair  and  depreciation,  electricity, 
gas,  tool  repairs,  telephone  and  miscellaneous. 
Prom  each  month's  overhead  total,  there  is  deducted 
the  charge  for  storage  of  vehicles  In  garage  ser- 
vice buildings.   The  remaining  amount  is  divided 

by  the  number  of  actual  direct  labor  hours  giving 
the  amount  of  overhead  charge  per  hour.   In  July 
I9I4-8  this  charge  was  $3.1{-0. 
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3-   Material  -  All  parts  and  accessories  whether  taken 
from  stock  or  purchased. 

k-*  Tires  and  Tubes. 

5.  Batteries  and  Battery  Repairs. 

6.  Outside  Repairs, 
7  •  Accidents, 

?8«   Gasoline  -  Including  cost  of  distribution  and 

"shrinkage. 

9.   Oil  -  Attention  is  given  to  value  of  reclaimed  oil. 

10'   Storage  -  Outside  and  inside.   Figure  is  based  on 
probable  charge  by  outside  party  for  such  storage. 

11.  Depreciation  of  Vehicle. 

1       1     1  n    ii     ■■      nim     wni  11111111  1        1  m    ■■   »r        ■      i'        ~      r        I       ■     ■' 

12.  Registration  Fee. 

The  above  figures  are  kept  separately  for  each  vehicle 
in  garage  charge  and  enable  the  calculation  of  figures  giving 
per  mile  costs  for  each  Vehicle  or  for  a  group  of  vehicles  of 
like  type.   These  should  be  very  valuable  to  planning  authori- 
ties and  should  guide  policy  in  deciding  what  types  of  vehicles 
to  purchase  and  when  it  becomes  economical  to  replace  vehicles. 
The  figures  lose  value  with  the  inclusion  of  conjectural  rather 
than  factual  figures.   As  the  garage  service  is  set  up  at 
present,  many  figures  must  be  based  on  estimates. 

When  any  vehicle  of  the  department  is  supplied  with 
gas  or  oil,  a  slip  is  made  out  showing  the  quantity  supplied 
and  also  noting  the  recorded  mileage  of  the  vehicle.   This 
mileage  is  shown  on  the  vehicle  record  card  at  Highland  Street 
and  a  check  on  gas  and  oil  consumption  is,  therefore,  possible,, 
and  a  record  of  mileage  covered  is  maintained  which  is  always 
up-to-date. 

c.   Suggested  Adjustments;   The  present  system  of 
budgetary  accounting  is  wholly  inappropriate  to  the  work  which 
the  garage  service  is  doing.   It  not  only  fails  to  produce 
in  the  accounts  of  the  divisions  any  complete  figure  of 
the  cost  of  garage  service,  but  it  distorts  the  partial  figures 
which  are  shown.   The  present  figures  for  automotive  repair, 
maintenance  and  running  costs  in  the  division  expenditure  records 
reflect,  not  expenditure  on  those  items,  but  the  budget  appro- 
priations for  them. 
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It  is  recommended  that  a  revolving  fund  for  garage 
expenditures  be  created,  that  the  garage  charge  back  to  the 
divisions  the  actual  cost  of  repair  and  maintenance  of  their 
vehicles,  and  that  control  over  garage  expenditure  be  maintained 
by  means  of  an  internal  budget,  no  separate  appropriations  for 
the  garage  service  being  made  in  the  City  budget 

Charges  against  item  E-1J,  automotive  parts,  in  the 
accounts  of  the  divisions  would  no  longer  be  made  since  all 
charges  for  repairs,  whether  done  by  garage  or  by  outside  force 
will  be  carried  under  B-llj-j  automotive  repairs.   This  will 
necessitate  an  increase  in  the  budget  appropriation  for  this 
item  and  corresponding  decreases  in  E-1J  and  personal  service 
appropriation  figures.   Tires  and  tubes  would  continue  to  be 
charged  to  C-15  and  gas  and  oil  to  D-ll. 

The  garage  cost  accounting  system  is  adequate  to 
provide  figures  for  the  repaid  charges  to  be  made  against  the 
divisions.   Costs  of  gasoline,  oil,  tires  and  other  supplies 
would  be  charged  to  appropriate  divisions  periodically.   The 
cost  accounting  system  used  at  present  provides  a  total  figure 
for  vehicle  cost  which  includes  intangible  items  for  which 
the  garage  service  does  not  pay  and  for  which,  under  the  proposed 
system,  there  would  be  no  charge  to  divisions.   These  are  for 
such  items  as  depreciation  of  vehicles,  plant  and  buildings. 
This  cost  accounting  system  will  have  to  be  amended  to  separate 
items  for  which  the  garage  service  is  charged,  from  those  items 
which  are  bookkeeping  entries  only.   The  charge  to  the  divisions 
will  be  for  tangible  items,  including,  of  course,  the  element 
of  overhead  costs.   The  total  of  these  charges  to  divisions 
should  be  equal  to  garage  expenditure,  and  over  a  period  of 
time  should  balance  that  expenditure,  with  an  adjustment  for 
difference  in  value  of  stock  and  supplies  at  the  beginning  and 
end  of  the  period 

This  change  in  accounting  methods  will  simplify  the 
bookkeeping  of  the  department  as  a  whole,  will  make  it  possible 
for  division  accounts  to  show  accurately  the  actual  expenditure 
on  repair  and  maintenance  of  division  vehicles  and  will  provide 
a  useful  check  on  the  efficiency  of  garage  operations.  Each 
division  will  be  able  to  check,  as  it  cannot  do  now,  the  actual 
amount  expended  on  each  of  its  vehicles  and  to  detect  those 
operators  whose  lack  of  skill  or  care  is  leading  to  undue 
expenditure  on  repair  and  maintenance. 

The  garage  should  maintain  complete  cost  figures 
including  the  intangibles  mentioned  above,  since  only  these 
accounts  can  show  the  real  cost  of  vehicle  operation  and 
provide  material  for  the  planning  of  equipment  purchase.   No 
separate  set  of  books  will  be  needed  for  the  parallel  accounts. 
All  that  will  be  necessary  will  be  to  segregate  in  separate 
columns  the  intangible  items. 
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At  present,  vehicle  depreciation  is  charged  as  a 
straight-line  figure  using  an  assumed  life  of  ten  years  for 
all  vehicles.   It  is  recommended  that  the  life  expectancy  of 
different  types  of  vehicles  be  reflected  in  their  depreciation 
rates . 

The  present  garage  accountant,  who  has  established 
and  is  at  present  operating  the  cost  account  system  with  a 
minimum  of  clerical  help,  is  capable  of  making  the  changes  in 
his  system  required  to  maintain  the  revolving  account  recom- 
mended.  The  present  garage  clerks  at  City  Hall  will  no  longer 
have  to  negotiate  with  divisions,  and  they  should  be  moved 
to  the  garage  central  office.   In  addition  to  handling  the 
greatly  reduced  amount  of  work  connected  with  garage  requisi- 
tioning, these  clerks  can  assist  in  the  bookkeeping  and  extra 
billing  entailed  in  the  suggested  change  in  accounting  pro- 
cedure.  This  should  make  it  unnecessary  to  employ  additional 
clerical  help. 

The  garage  service  is  planning  to  establish  a  pool 
of  vehicles  which  may  be  used  to  answer  emergency  calls  and 
to  replace  vehicles  which  have  to  be  withdrawn  for  lengthy 
repair  work.   This  is  difficult  to  achieve  where  the  vehicles 
are  assigned  directly  to  divisions  without  the  establishment 
of  a  separate  pool  for  each  division.   The  highway  division 
has  formed  such  a  pool  but  for  the  other  divisions  it  is 
necessary  occasionally  x6   borrow  vehicles  to  meet  unexpected 
demands.   It  is  recommended  that  a  study  be  made  of  the 
practicability  of  establishing  a  central  pool,  under  garage 
control,  of  unassigned  vehicles  which  could  be  rented  to  any 
division  as  need  arose.   Charges  for  the  use  of  these  vehicles 
would  have  to  include  an  element  reflecting  the  cost  of  their 
maintenance  and  storage. 
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